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INTRODUCTION

The 1960's brought many new ideas, concepts, and approaches to
education. Some have lasted; cthers have not. Such innovations had
one clear impact on educational administration: new approaches had to
be developed to handle some new, non-traditional programs. Many
districts, particularly those in urban gettings which received large
federal grants, responded by the establishment of new tities and posi-
tions, e.g. project director, project manager, and grants manager.

With the new titles came new responéibilities, totally different
than those of the principal, supervisor, or assistant superintendent.
Many project directors assumed major responsibilities for the spending
of millions of dollars (e.g., Title I, ESSA). Such new responsibility
as this one established a strong need for a new system to administer
innovation.

This document brings together for the first time the fruits of the
work conducted in one district (Trenton, New Jersey) between 1970-1973

to meet this need. In the March 1974 issue of Educational Technology

Magazine, this author published "Project Management: A System to Admin-
ister Innovation." That article generated many letters requesting
material, The "extra" copies I had of the material herein were exhauged
quickly. I have sent copies throughout the United States, Canada,

England, and West Germany.




Introduction (Continued)

Certainly the following matesxial is far from being a "finished"
effort. 1Indeed, a school district looking to implement a project manage-

ment system would need to carefully sift through the material for what

is useful to them,

Dr. David E. Weischadle

Upper Montclair, N. J,

January 1975




PART I

Overview of the Project
Management System

(PMS)




Ilnnovation. Change. Experimentation. Creativity. ‘These words arc
in constant use in education today. They are certainly ends and means which
& clear majority of both professional and laymen alike are FOR.

And in the last ten years there certainly has seemed to be monies avail-
able from public and private sources to try something '‘new." But cynics all
over the country ask "what happened to that new thing we tried in 1962? in
1966? in 19722" So many innovations, experiments, or creative efforts have
seemed to fade away without any effect.

Why? Well, of course, some Projects are simply not innovative or experi-
mental, and do not reap any change in schools. But many projects fail to
achieve because they are mismanaged or not mwnaged at all. At the federzl level,
such mismanagement cama to public attention in the Congressional criticism aimed
at the U. S. Office of Education.

At the local level, poor management of special projects (and the regular
school programs as well) is much harder to detect. Indeed, many local projects
tend to mistake activity with progress, involvement with achievement, Efforts
to improve management of cducational rProjects have indeed been sparse. One of
the early pioneers in this field has been Desmond Cook, now director of the
Education Prcject Management Center, Obio State University,

His Education Project Managementl is perhaps the best single source on

how to initiate, conduct, cvaluate, and terminate special projects, During the
last three years, he has worked closely with Research for Better Schools, phil-
adelphia, toward the development of self-instructional text and cassettes,

But, like the projects Cook is dealing with, a project management system

that is, an organized set of principles, procedures, and techniques, depends

1
Desmond L. Cook, Education Project Management, (Columbus, Ohio: Charles E.
Merrill Publishing Co.), 1971.
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much on local development and management of its implementation. Perhaps the
most effective way of discussing this vital aspect is to revicew how onc dis-

trict -- Trenton (NJ) Public Schools - developed such a system,

THE TASX DEFINED:

The city of Trenton, located midway between New York City and Thiladelphia,
consists of just over 100,00/ :sidents, Trenton has all the typical urban
problems associated with taxes, crime, housing, and education. Its school sys-
tem, nearly seventy percent Black and Puerto Rican, operates some twenty-five
special projects in addition to its regular school program.

These special projects, funded by the state and federal government, pro-
vide activities and services for the disadvantaged, the Spanish speaking, the
handicapped, the dropouts, the adults, and the regular youngsters, i.e., ele-
mentary and secondary students. ESEA (Titles I, II, III, and VIII), NDEA III,
EPDA, OEO, Model Cities, Urban Rural, Vocational-Technical Education Act, Adult
Basic Education Act, supply anywhere from $1,000 to $1.9 million of funds for
special projects, totaling totally $5 million.

With just over 17,000 students, Trenton is typical of the medium size urban
district in regard to the above funding pattern. As districts get larger, nat-
urally the maze of special projects and funding sources get ever greater, and
more unmanageable without some system of overviewing them.

In 1970, the district recognized that several things were happening. One
was that it was getting difficult to meintain the projects under any single
administrative umbrella. Projects affecting the elementary youngsters became the
responsibility of those administers. Adult education projects became respo:isible
even to others. Only the superintendent had responsibility over all projects.

With the development of a new planning office,2 the superintendent had the

2
See David E. Weischadle, Building a Comprehensive Planning Capability Model
with EP”8S, ERIC ED 057 457.
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opportune organization to develop a project informatirn system, standard
policy procedures, unifomm reporting schedules, and specific in-service train-
ing in educational management. ‘lhese koy elements were the basis for the

development of a project management system within the Trenton School Distcict.

PROJECT INFORMATION SYSTEM:

The basis of the entire project management system is the clear identifi-
cation of projects and their objectives. With such information, the thrust
and direction of projects can be compared with each other as well as with on-
going regular programs. Such a comparison insures a uniform approach toward
district-wide goals and reduces internal competition for both youngsters and
staff.

Information is also gathered on the audience, that is, at grade and age
level as well as special characteristics (e,g. &isadvantaged or physically
handicapped). Such information provides planning data, particularly in terms
of special populations omitted. New projects can therefore be designed to meet
the needs of an audience previously ignored in planning special activities.

The information system also provides important enalysis of total efforts.
Particularly useful is the district's involvement in the completion of the
Consolidated Program Information Report (CPIR), generally referred to as the
Belmont Evaluation. This cempilation provides the districts with a total over-
view of how federal dnllars being received are invested in terms of student
characteristics. Now in its third year, the district has some clear trending

information in terms of federal revenues and costs.

PROCEDURES HANDBOOK:

In spite of over ten years experience with federal and state funding, the
district had not formulated any special policy to cover project management.
The staff used a combination of related board policy, state law requirement,

and funding guidelines to operate their charges. However, spec’ projects

9
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brought to the districts some rather new activities: rented buildings,
differentiated staffing, food services, contracted consultants, and evilua-
tions/audits. Regular board policy would hardly be sufficient to handle the
many unique and new operations.

Based on input from the various project directors, the planning office

aimed toward writing a Procedures Handbook. Useful in its development was

the Cook material as well as material developed by Research for Better Schools
for Harrisburg, Pennsvlvania. Resulting was a 35-page Handbook covering stan-
dard procedures in the area of persomnel, organization, finance, information,
evaluation, and training. Using a working <'raft, the project directors agreed
to use the procedures on a pilot basis for one-year and then submit a revised

draft to the Board for approval.

REPORTING PROCEDURES:

One of the earliest prohlems identified was in the area of reports, All
projects had scheduled reports to advisory boards, funding agents, or other
groups. However, no reporting system was established to inform the superin-
tendent and other key administrators of the reports and theixr contents., Re-
sulting was an information gap within the district. In fact, outside agencies
were better informed of project activities than were senior administrators,

With the planning office as a monitoring agent, it was necessary to es-
tablish a reporting procedure that was informative and not bureacratically
large. A one-page summary sheet, to be completed quarterly, was designed with
specific directions for distribution. Two recipients of the report were the
superintendent and the planning office, with the latter raintaining a copy for
the information file. Each project was also usked to file its proposal and a
copy of any reports produced with the planning office,

These quarterly reports, and other documents, insure that information is

10



readily available for both planning and referrals. The central dispository
nakes a convenient and effective file to gain information which vould other-

wise be scattered through the district,

IN=-SERVICE TRAINING:

A vital element of an effective Project Management System is tralned per=-
sonnel, in this case, the individual project directors, With assistaace from
Research [or Better Schools and Ohio State, the district initiated training
sessions for key administrators and project directors., This training pro-
vided each participant with essential skill management techniques such ag
PERT, GANNT, and Work Breakdown Structures. It was clearly shown that the
Success of an imnovative educational activities was very much dependent o
skillful project managers.

In the process of conducting these in-service meetings, the local plan-
ning office was gaining the expertise to maintain the initial training through
periodical updates. Using the information system, the Handbook, and the re-
porting system, the local planning office can tailor future sesgions toward
the specific scope of the district's efforts. This capability enables the dig-
trict to improve its current pProjects ami, at the same time, prepare itself for

future efforts.

THE KEY TO SUCCESS:

In spite of its successful development to date, the essence of its real
succers is commitment -- é'éommitment on the part of project directors and
staff to improve the rmanagement of their special activities. With very lim-
ited resources, it appears that only the successful control of their use and
productivity will lead to the achievement of our ultimate goal =-- quality
education for all youngsters.

Signs of commitment abound. We now need to insure that our commitment

11



remains channeled in the right direction to insure that Trenton youngsters

e

reap all the Lenefits possible from our array of special projects
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PART II

Project Msnagement Prosedures Handbook

13




OUTL .= COF CCITIZUTS

BEST CCPY AVAILABLE

I

II

II1

GENETAL

Settins 8000000000 00000000000 000000 "0
Objei:tives 00000000000 ¢e000000000200000s

Benefits 0000 0000000000 (000000 0000000t 00

CRGANIZATION OF PRQIDCT MANAGEMENT SYSTEM IN TREN N PUBLIC SCHOOLS

Organizational Structure ececesescccccccces
Orgenizabional Chort eveecevocsocecee
Definition of Responsibility secececesree
Board of Educalion eceecscccescscssce
Superintendent of SchooOlS seeseseces

Assistant Superintendent for
Curriculwn and Instruction seececees

Assistent %o the Superintendent
fOI‘ Ad-'mj-nistration 0000000000000

Assistant Superintendent for
Personnel. 0000000000000 00s000000000

Secrctary for Business Administration

Director of Research, Plamming
end Evaluation 000000 0ecsccrtsencnse

Project Directors eeececcssesecccce
PROJECT ORGANIZATION
Sources of Project eecescecccccccccccccss
Project Preperation Guidelines osececececes
Plamnifg  eececscecccccecccossccesss
Implementabion esceececcescsveccsene
Control secesesscccceccccccccossces

Terminat.ion ©00000s 0070000000000 0000

IFQRMATION

Internal Comr 'i.CB.tiOh ®00cc00ecocotenc e

Communication by Project Director eceececee

Information Center ©0000c0e0cs0cctectsnne

14

Page

I-1
I-3
I-4

I -1

II -1

Il -1
Il =1

Il = 2

Il «2
Il -3

I1=3

IO-3

IIT = 1
III =1

11T - 2
III - 3
III - §
111 - 6

W -1
-2
-6




BEST COP

VII

VIII

TRAVEL

Y RUMLABLE

FINANCE

External Connunica‘cion 000000000000 000se

Budget Ot,]igation Ceo000000n00000000000

Approval .....‘....‘.l..................

.Havel "Iitljin District ®0600000000000000

Travel Oubside DISErACH eeeeesensessnss

Listrict Personnel Acting as

Resource @020 0000 0000000000000 000000

Compensation for J7on=-School Time ceeees

Budget .............O.........G........

Undistributed Budzet ceeeoveccecceescss
Transfer of FUNAS seeecccsesccscsccsces
Chart ceieeseceececceseessssccceccoccss
Examination Copies “etccctccecccscccnce
Reporting on Participahts eecececccsces
EQUipment ceeececccesescscecccccccceses
INVENLOTYY eoseesesscccsccccccoscccccnes

Supplies Accountability ceecececcccccsces

EVALUATICN

TRATNING

Flmctions ..../.............0...........

Targets for Evaluation seeececcccccssss
Projects .eecececesccccccsccoccces
Froject Management System eeeecsees
Project lManagement Personnel ceeqes

Evaluation Schedule 0000000000 ¢00000s00e

Training Prozram Cormonents ceececececceees
Training Resources ¢0e00000000000vencae

Training Evaluation 0000000000000 00000s

15

Vel
V-l
Vel
V-3

V-5
V-6

Vi -1
VI -2
VI -2

VI -3
VI - 3
VI -3
VIi-3
VI-)
VI.)

VIl - 1
VII - 2
VIiI -2
VII - 2
VII - 3
ViI -5

VIII -1
VIII - 3
VIII = 3

U, TV eyt o R ——



L.

BEST CCPY RVMLABLE

PROCEDURES FOR HAIDDBOOX REVISION
Purpose of Revision oo.ooooooooooo.on;o

Procedures for ReviSiON eeceececcancess

16




Setting

BEST CGPY AVRILABLE I General

The Trenton Public School System, in the urban
environment of the state capital, exists to serve the
needs of over 17,000 students. The nineteen elementary,
five junior high schools, and one senior high school
conﬁain a student enrollment drawn from a socially and
economically varied population, Enrollment in the
system is compriged according to the following per-
centages: Black - 69%; Spanish surnamed - 37%; and
White -~ 24%. The grade structure of Trenton Public
Schools follows the Pre~K - 6, 7 -9, and 10 - 12
pattern.

Trenton, the fifth largest city in New Jersey,
reflects many characteristics typical of the larger
urban educational environment . Population by recent
Census Bureau survey exceeds the 100,000 level (1970:
104,083). The population breakdown according to ethnic
background is as follows: Black - 39,671; Spanish
surnamed - 5,000; White - 59,305; and other - 107.

The population of Trenton, marked by a continued
decrease in size, reiflects mobility. As the population
is marked with transitional apq contracting characteris-
tics, so is the city's-economic profile. Over the
past decade, while industry has moved out, a slow
transition to a commercial and office employment econ-
omy has begun, This has altered the balance of needs
which the Trenion Public School System must serve,

I-1
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BEST CCPY RUMLABLE

particulariy in the area of special services for youth
from disadvantaged backgrounds,

The social and ecoromic changes evolving in the
Trenton Public School district require innovation
and re-directing of educational resources. Also called
for is the implemetation of numerous special instruc-
tional programs to fulfill student needs., The manage~
ment, operation, and evaluation of pilot projects

necessitates the following Project Management Procedures

Handbook.

The Trenton Public School's Project Management

Procedures Handbook shall serve to define practices

for planning, management, frading, staffing, and eval-
uation of projects functioning within the system.

The handbook shall be a guideline for ongoing
ﬁperation and control of procedures under the Project
Management System; it shall also provide a pattern
according to which future projects may be designed,
planned, and implemented.

The handbook sets forth methods of identification,
involvement, and training of responsible individuals
at all levels. The active participation and interaction
of all personnel are concepts inherent in a Project
Management System.

By following the guidelines of this handbook, all
levels ( the administration, project directors, and

support persomnel) have a standarlized set of operating

I-2
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BEST CCPY MURILMELE

Objectives

Procedures reporting schedules, and feedback channels.

Info;mation and data necessary to facilitate decision

making by project and upper level administrators shall

be regularly available,

Prime objectives fur a Project Management System

in the Trenton Public Schools are as follows:

l. to develop an approach to the effective exe-

2.

3.

Je

cution of projects in the school system

to provide the Office of the Superintendent

with a constant and up-to-date source of

information on each project within the system

to establish a means of identifying management

problems in terms of time, cost, and performance,

as well as on the operational level

to isolate and to make clear, at an advance

stage, management problems which may adversely

affect projects

to provide for a detailed and indepth éxchange

of technique and data, not only among the

various projects within the city, but between

and amcng outside districts

to establish models in these areas:

a.

collection, reporting, prncessing, and
evaluation data;

Planmning of time, cost, and performance;
administering and decision making;
execution cf the assigned responsibility

of the School Board, the Superintendent,

I-3
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Benefits

BEST CCPY NURILABLE

and all other district brauches.

A Project Management System will provide:

l. the Superintenient, the Board of Education, and
staff membexrs with information for decision
making

2. a means for efficient allocation of rescurces

3. an integrating mechanism, for input, from
community, local agencies, etudents, and in-
structional staff toward implementation of
decisions regarding educational priorities

4., functional gauges of the impact of projected

projects.

<0



II Organization of Project Menagement System
in Trenton Public school System

Org nizational Structure

BEST COPY AVRILRBLE

Projects created within the system are organized
so that they fuactionally complement the current
administrative responsibiiity of senior personnel.
Hence projects serving general elementary and second-
ary younsters ars responsibile to the Office of the
Assistant Superintendent for Curriculum and Instruction;
projects aimed at the needs of adult students are the
responsibility of the Office of the Assistant to the
Superintendent for Administration.

This relationship is described in more detail in
the graphic aépearing on the next page in the summary

which follows.

Definition of Responsibility

Board of Education
The responsibility for the adoption of op-
peratin3 policies growing out of recommendations cf the
Superintendent of Schools, inc uding the appréval of
the Project Management Handbook, rests with the Roard
of Education.
The Superintendent of Schools
The Office of the Superintendent carries the
overall responsibility for the ongoing operation and
administration of the Trenton Public School System.
In this role, he 1s assisted by:
1. the Assistant Superintendent for Curriculum

and Instruction
II -1
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2. the Assistant Superintendent for Persnnnel
BEST COPY RUNLABLE 3. the Assistant to the Superintendent for
Administration
4. Secretary For Business Administration
3. Director of Research, Planning, and Evaluation

The Assistant Superintendent fou
Cirriculum and Instruction

This office bears responsibility for integration
of projects into the regular Pre-K through 12 grade programs,
This includes the development, implementation, operation, and
control of project elements.

The Assistant to the Superintendent
for Administration

This office carries the responsibility for inte-
gration of projects into regular programs within the three areas,
Special Education, Vocational Training, and Adult Education. He,
also, shall be responsible for development, 1mp1ememtatioh.
operation, and for control of project elements.

The Assistant Superintendent for
Personncl

The responsibilty for approving, & hiring personnel
and other personnel-related action involving project employees
rests in this office.
1. Project support personnel, whatever their
capacity and regardless of funding source,
'or job status, are considered to be Bosrd
of Education employees, and are sub ject to

all regulations of employment.

II -2




2. All employment procedures, staffing
guidelines, and requirements, established |
by the Office of Persomnel shall be observed f
BEST CQPY- AVNLABLE by Project Directors as they fiil po- :
sitions ariging within their programs. ;
All deviations from normal policy must v
be cleared through this office; and all ;
hiring shall be acknowledged as con-
ditional pending approval by the Board '
of Education. '
The Secretary for Business Administration '
The Secretary is responsible for approving and/or
' providing for all business and business related transactions
carried out for all proj cts within the Trenton Public

School System.

The Director of Research,

Planning, & Evaluation

The Division 18 responsible for the operation
of the Project Management System. This includes monitoring
the planning, operation, and evaluation of projects, with
particular emphasis on providing the requisite technical
agsistance, and providing in-service training for supportive
personnel
The Project Directors
Each Project Director shall be responsible for
managing his project, including the phases of planning,

implementation, evaluation, and control.

II -3
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BEST CCFY RUNLABLE

4,

Il - 4

Each Project Director must maintain a

curre..i listing of support personnel

in all positions; such listings shall

be updated each time changes occur, and

shall be sent to the Personnel and Pay-

roll Offices.

Each Director shall keep a current pers-

sonnel file on support people, such a

file shall consist at minimum of:

a. Name

b. Address

¢. Telephone number

d. Social Security number

e. Job title & Salary

f. Job status

' 8. Effective date of Contract

Further, a Project Organization Chart

showing all authorized and budgeted po-

sitions, title, and name of jobholder

(Jobs not currently filled should be

shown, but designated vacant). Three

copies of this chart shall be made and

kept on file accordingly:

8. One to be posted in the Project
Office

b. One filed with Office of Personnel

C. One filed with the Director of
Research, Planning, and Evaluation.

It shall be the responsibilty of each

Project Director, consistent with Board

of Education policy of involving com-

munity elements in the educational

planning procedure, to establish for

RS
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each project an Advisory Council.
8. Such Councils ghall follow a model
(depending on the nature of the

£ project): as outlined below:

~ AUl

BEST cert AUMLABL 1. Where projects are & limited
scope or based on the partic-
ular needs of one schoel, such
Council shall corsist of Parent/
Teacher/Students

2. Where projects are systemwide in
scope such Council ghall inco-
rate community leaders, Pro-
fessional staff elements, as
well as the above membership.

5. In an overview, the Project Directors

shail

8. Supervige project personnel

b. Provide In-service training related
to projects

¢. Motivate and direct support personnel

d. Report to and from ail appropriate
levels

e. Delineate clear lines of respongibility
to project support personnel

II =5
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Sources of Projects

BEST COPY RVAILABLE

Preparation

III Project Organization

The individual school initiates a project

idea with a view to meeting particular needs identi-

fied as warranting special attention, or:

The District oxganization calls for a project

aimed at certain goals and objectives identified

by/or to the Superintendent of Schools.

Project Ireparation Guidelines include four

basic project phases: planning, implementation,

control, and termination.

1. Planning - the development of an initial

set of decisions about the allocation of

resources to a course of action in order

to achieve desired ends. This stage con-

sists of the preparation of a preliminacy

Prospectus and upon its approval, a Proposal,

a. Prospectus

1.

111 - 1

Functioa - to provide a structural
vehicle to prepare and to present

a8 refined idea of a . vwject, or set
of related activities, for the con-
sideration of the Superintendent and
decision making personnel.

Content Elements -
a. Setting, a description of the

situation

b. Problem, - what isz to be con-
sidered for achievemwent stated in
terms of an "end result'" or "out-

put"

V4



c. Course of action - tentative
set of activities which will
lead to the solution of the

. problem
BEST CCPY RYMLABLE

d. Resources - what will be nec-
essary to achieve the sol-
ution (a generalized budget)

3.- Procedure for preparation of a Prospectus

a. not to exceed five typed pages.

b. titie page required,

C. submitted to Director of Research,
Planning, and Evaluation with three
copies, |

d. sgubmission at any time,

e. reviewed by Director of Research,
Planning, and Evaluation aad the
Superintendent.

f. upon posicive recommendation
prospectus may be developed into
8 fundable proposal.

b. Progoaal[Initiél Plan - This will provide 2
plan for a set of activities ﬁirected to=
ward achievement of established objectives
with specified resources set forth in a
logical, rational, systematic, and justie
fiable manner,

l. Content Elements: the content of
a proposal will vary depending upon

funding source, but a general set

EBES; 111 - 2 :36;




of elements are presented for
guidance.

a. situation ~ a description
of the problem setting

BEST CO .
PY AVMMBI'E b. statement of the problem
c. rationaltof the project

d. review of selected literature
pertinent to the project

e. statement of goals and ob-
Jectives

f. indication of procedures to
be followed in the project

g. 8chedule
h. resources required
i. evaluation plan
jo disseminmation plan
k. budget documentation
1. appendices
2. Procedure for submission of plan
for approval and activation

8. prerequisite - prospectus
approval and activation

b. incorporation of Project
Management Components

¢c. title page and abstract
required

d. submitted to Director of
Reseaxrch, Planning, and
Evaluation and appropriate
Asglstant Superintendents

e. duplicate copies as required
by funding agency

f. preliminary review of pro-
posals by Director of Research,
Planning, and Evaluation prior
to submission to appropriate
Assistant Superintendents

El{fC‘ © IIL - 3 9




g. submission period as indi-
cated by funding agency

2. Implementation: The implementation of a project

BEST COPY AVAILABLE includes its organization and preparation (or gear-

[ 4

up). These stages must be plammed and the partic-
lars of each stage included by the Project Director

~ in the project proposal. Thase specifications are
then established and approved by the Department of
Research, Planning, and Evaluation and are used
during the project.

a, Organization
l. Staffing: statements mu:st be provided con-

cerning the following problems in staffing
the project:
a. sources of personnel
b. general desciiption of staffing
by vosition, including qualifica-
tions of each position
¢c. hirirg practices
d. policy concerning transfer or re-
assignment of staff within the
school system
e. pay and benefit guidelines
2. Project Placement: guidelines must be clear-
ly stated concerning: |

a. alternative project placements
within the school organization

b. constraints on project (school
policy, legal restrictions and
ordinances, etc.)

¢. advantages of placement

d. criteria for placement decision

b. Preparation (or "gear-up"): the proce.s of

operationalizing the project
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1. Physical Set-up: clear statements answering

the questions "who, when, where, why, what,

BEST CCPY RVAILABLE and how" must be prepared in regards to

Facilities, Supplies, Materials, and Equip-

ment, concerning the following areas of use:

a,.

b.
Ce
d.

€,

general policy and source of con-
trol authority

methods for procurement
maintenance procedure
usage

eventual disposition

2. Management Information System: policy state-~

wents must be included in this section pro-

viding definitive information concerning:

a.
b.

C.

d.

€.

available hardware and software
available services

process of utilization of these
comnodities

requirements for their usage (in
terms of time, cost, etc.)

extent of capability

3. Control: the ongoing process of determining, at

established intervals, deviations between planmed

progress and actual status of a project; and of

identifying and applying necessary corrective actions.

a. Reporting: The procedures for supplying the

Director of Research, Planning, and Evaluation

with necessary information is described under

"Communication by Project Directors".

b. Problem Solving: The Project Director has the

III - 5
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-responsibility for the determiration of the
cause/effect soﬁrce of problems of control,
BEST COPY AVAILABLE and the decision or :orrective action relevant
to his project.
¢. Decision Implementation: the Project Director
shall implement those decisions generated
through this process, revising his actions on
the basis of monitored supervision of the
correct actinn within the continuing project
activities.
4. Termination
a. Forms of Project Termination

l. Completion - the activities of the pro-
Ject are terminated and will no longer
be in operation. Upon completion the
project will cease to exist,

2. Selected Integration - related parts or
activities of a completed project are to
be integrated into the ongoiné school
program.

3. Installation - the completed project will
be 1pcorporated in its total form into
the ongoing school system,

b. Procedures for Terminating a Project

l. Policy on Facilities, Materials, and
Equipment Disposition
8. here must be stated the definitive

policy concerning conversion of the

physical components of a project

mr-6 32

e e,

= T A

TSI O Al T T AT M. & PAD . eemme

-

Pl g ~o K]

e w



BEST COPY AVAILABLE

2.

III - 7

into the ongoing school program,
Preparation of Project Documentation -
the following documents must be submitted
to the Director of Planning, Research,
and Evaluation upon terminatiou of a
project:
@, Final Project Report:

b. Project History Report

33
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BEST COPY AWULABLE IV Information

internal Comnmunication

The internal communication system of the
Trenton Public Schools Project Management: System
is designed to gather and disseminate pertinent
information on project status to all levels of
the district organization. Prompt and accurate
flow of information and ideas throughout the
system is crucial.

Information needs of the Office of Research,

Planning, and Evaluation. The Director of

Research, Planning, and Evaluation will receive
monthly reports from the Project Directors so
that his office can monitor the status of the

current projects on a frequent basig.

Communications from Director of Research,
Rlanning, and Evaluation Reports submitted by

Project Directors are evaluated and summarized by
the Director of Research, Plann: ng, and Evaluation,
who in turn, submits them to the following people:
1. Assistant Superintendent for Curriculum
and Instruction and Assistant to the
Superintendent for Administration on a
monthly basis
2. The Superintendent on a monthly basis
The report of the Director of Research, Plann-~
ing, and Evaluation will cover the highlights of

projects problems and review request for change in

plamning, scheduling, or funding. The results of

these reviews are sent back to the Project Directors

v - 1
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by the Director of Research, Planning, and

BEST copy FNNU\B"E Evaluation advising them of the results of the

reviews.

Communications by Project Directors

The Project Director will submit to the

Director of Research, Planning, and Evaluation

the following reports: Meeting Reports, Monthly

Progress Milestone Completion Reports, Final

Project Reports, Project Histoxry Reports,

1. Preparation for and Reports of Meetines.

: 1

b.

C.

e,

35

In order to expedite time, an
agenda will be prepared prior to
each meeting.

A copy of the agenda will be re-
ceived by participants 3 days
prior to the scheduled meeting.
Each project will meet frequently
to plan and execute project activ-
ities,

The time and location of meetings
shall be {dentified by the Project
Directors.

Project Directors may schedule

meetings and/or conferences at such

a frequency and with such members
of his staff as he may determine

to be necessary,
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£f.

The Assistant Superintendent for
Curriculum and Instruction and

the Assistant to the Surerintendent
for Administration and the Director
of Research, Planning, and Evalua-
tion will meet on a monthly basis;
and jointly shall meet with Pro-
Ject Directors on a quarterly
basis.

Minu.es of all meetings related to
the project should be recorded.

A copy of project meeting minutes
should be submitted to those pre-
sent (by the person recording them),
to the Project Director and to the
Director of Research, Planning, and
Evaluation with the right to be

disseminated.

2. Monthly Progress Reports

Generally, these reports will cover

Iv -3

the Managerial and Financial aspects of the

project and provice a discussion of work

plamed and accomplished. This report will

contain the following sections:

a.

Work Performed ~ this section should
describe the overall progress made

during the monthly reporting period,

-and should include: all work per-

36

formed for the reporting period

(technical and organizational devel-~
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3.

Iv-4

b,

Ce

d.

opments); positive and negative
results; technical and administra-
tive recommendations; conclusions,
both favorable and unfavorable.
Current Work and Performance Pro-
blems - this section should contain
statements of progress with planned
work. It should indicate current
or anticipated problems that may
impede performance, Finally, it
should include proposed corrective
actions, if necessary.

Work Planned =~ this section should
indicate the work scheduled for the
next monthly repcrting period.

It should include an updated version
¢of the time-phase plan for signifi-
cant deviations from previous ver-
sions.

Resource Utilization and Cost ~ this

section should describe the manpower,

supplies, and other resources utiliz-

ed during the reporting period and

their associated costs.

Milestone Completion Report

This report is due as each of the

Milestones of a project is completed. The

report will document in detail the anal-

ysis, interpretations, recommendationms,

37
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and conclusions with réspect to work per-
formed for each Milestone. It should in-
clude tables, diagroms, sketches, and other
information in sufficient detail to explain
comprehensively the results of each Mile-
stone, as well as an explanation of devia-
tion from the time, cost, and performance
goals set forth in the project plan.

Final Project Report

The Final Project Report will focus
on the project as a whole, and will address
the project over its entire period of
operational activity. It should be an
overview and summary of the entire project,
the Milestones and tasks and other aspects
of the project as are necessary for com-
plete understanding. The report should
include a discussion on the following topics,
as well as others pertinent to the evalua-
tion of the completed project:

a, Goals and’objectives of the pro-

Ject;

b. The final product resulting from
the project, with its specifica-
tions;

c. Milestones and tasks complected
under this project;

d. Findings and Conclusions;

e. Summary of Project Costs.

38
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Information Center

1.

2.

IV -6

Project .iistory Report
The Project History Report will in-

clude:

a. Funding of project;

b. Planning of project;

c. Activity-by-activity account of
progress, including deviations and
corrective actions;

d. Final product analysis and evalua-
tion;

€. Other pertinent material,

Documentation

8. A copy of all significant project
memos, letters, reports, meetings, and
pertinent project correspondence will be
kept by the Project Director in a Project
Handbook.

b. 7Two copies of all these documents
will be sent to the Director of Research,
Planning, and Evaiﬁation by each Project
Director so that a copy is filed in the
Information Center, and the other retained
by the Director to serve as a '"working
copy"” to be used at his discretion.

Information Center of the Division of
Research, Planning, and Evaluation.

a. The main purpose of this center

is to centralize control of all documents
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3.

except those of cnly mﬁmentary signifi-
cance. Project record keeping would be
impossible if the Director of Research,
Planning, and Evaluation had to rely on

functional groups' files. A copy of all

‘memos, letters, reports, photographs, and

other pertinent documents will be sent by
the Project Director to the Director of
Research, Planning, and Evaluation and
filad there.

b. The information center performs
several related administrative services
such as "loaning" documents through the
wedium of providing duplicate copies, and
distributing documents (for example, in-
ternal distribution of reports). Another
important function of the record center is
the preparation and distribution of reports,
The distribution of reports enables pProject
rersonnel to be aware of documents perti-
nent to their project.

External Communications

4. External Communications encompasses
many inquiries, correspondence, and pub~
licity releases that are outside of the
Trenton Public School System or Project
Management System. The following should be

considered external communications:

40



l. Communication with other school
districts.

2. Communication with State agencies,

BEST COPY AUAILABLE

3. Communication with Federal agen=
Cies.

4. Communication with parents,

b. Responsibility for External Cormunica-
tions

1. All external correspondence

must be approved by the appropriate

Assistant Superintendeat.

2. Copies of inquiries and
comwnications from other districts or
agencies must be directed to the In-

formatinn Center of the Division of

Research, Planning, and Evaluation.

3. Press releases and other pub-
licity must be submitted to the appro-
priate Assistant Superintendents for
approval prior to their release.

. 4. Communications with students
and parents should be handled by the
Project Director with a copy sent to
the Assistant Superintendents.

5. Commnrication with Government
agencies should be handled with the
Director of Research, Planning, and
Evaluation and the Assistant Superin~
tendents, and the Superintendent of

Schools.
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6. Attendance at workshops, con-
ferences, seminars, etc. shall
BEST COPY AVMLABLE be approved by the Assistant
Superintendent for Curriculum
and Ianstruction or for Admin-
istration,
¢. Contractor and Sub-Contractor Communications
l. The Project Director and the
Business Office approve specifi-
cations for all service contracts.
2. All meetings dealings with service
contracts will be scheduled by
the Project Director and the
Business Manager.
3. The Business Manager will in turn
work with the Project Directors
and the Director of Research,
Planning, and Evaluation ts clarify
steps to be taxen in dealing with

specification of gervice contracts.

Iv-29
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V Travel

Travel

Travel within and outside of the Trenton School
BES‘ mﬂ F\“NLAB“E District is permitted and desired, when such travel
will aid, in a direct manner, the quality of the edu=~
cational offering to the children of our school
district. Approved travel includes, but is not limited
to, mileage accumulated in the everyday management of
a project, visits to other school districts and/or

projects and attendance at approved workshops, seminars,

and conventions.

1. Budget Obligation

-

Ti . ETONE | MR P I ST 8 el

8. Project Directors must include in their
budget funds the following categories, if

they intend to apply for travel reimbursement:

1.

2,

3.

2. ipproval

LR R R aadiL b ]
]

Mileage within the district;
Funds for travel outside the

district, meals, lodging, travel

EIWEY m o wr e mwm oW e wme . e tar e

per diem salaries, funds for
substitute;

Reimbursement for travel will ;
be approved only if a provision é

has been made to that effect

in the budget and is awarded only;

[

to that extent of such commitment

-

No travel reimbursement will be

AR o B, oo KT

approved unless proper receipts

are presented g

S ae e

a, All travel must be approved by the
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applicant's immediate superior.

3. Travel ’ithin The School District i

a8, All project Directors, co-ordinators,

. supervisors, and other project personnel,
COPY AUMLABLE
BESY who must travel within the school district

in oxder to accomplish their assignments will

WAPE R st ey P, D

be reimbursed at the rate of $,12 per/mile

PR NN

traveled, provided: | {

1. They have been approved for
such travel by the Board of
Education. A list of such
personnel shall be provided
to the appropriate Assistant
Superintendent for his approval,

2. A certificate of automobile
liability coverage shall be re-
quired from the insurance
company for edch person approved
for mileage. This certificate
shall be kept on file in the
Office of the Business Manager,

3. A mileage report of privately
owned automobiles used for offie
cial busiress shall be seat by
each claiment at the end of
each month to the Business
Office. The report shall state

the date destination, and miles




AUALABLE

traveled for each claimed nileage
expense, A requisition in the
amount of expense claimed shall
accompany the report,
b, Included Travel - Travel covered by this
form includes travel between school district
buildings, travel for petty cash purchases of
supplies, approved school meetings and confer-
ences, training, and other travel incidental to
the every day project management. Since many
Project directors and/or personnel occasionally
expend personal time weekends, evenings, and
non~school days in business related to their
Projects, mileage accumulated in these pursuits
may also be claimed if accompanied by an ex-
planation on the back of the mileage form,
¢. Transporting Students ~ Personnel trans-
porting sutdents for any reason should have on °

file a certificate of automobile liability.

Only automobiles listed on the certificate should

be used to tramnsport students.

Travel Outside The District

4. Prior approval both of the Director of the
Project to which an applicant is assigned and
of the appropriate Assistant Superintendent must
be secured for travel outside of the school

district if such travel is to be on school

45
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time and/or expenses reimbursed by the school
district. |

1. Application shall be made at least two
weeks prior to such travel.

2. Request for time away from work in
duplicate shall be made. The appropriate
Assistant Superintendent will sign
the request using the following guide~-

lines:

a. If reimbursement of expenses is

requested, it will be submitted

r—

to the Business 0ffice where
the usual purchasing procedure
is followed. The receiving

report copy of a purchase order

RATYTIEE o ™ .. a o MG

will be forwarded to the indiv-
idual when funds havé been ap- -E
proved. ;

b, If no reimbursement is requestedg

the Business Office will notify §

the individual that the request %

has been approved. :

3. Upon approval of the applicant's request ;
the Business Office will advance 90% of

the approved expenditures requested to

cover the expense of the trip.

b. Reimbursement - After the event has taken place,

R e DI » %

the originator will submit a completed "“"Request For

Reimbursement" form, attaching the receiving report '
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of the Purchase Order and receipted bills for hotel
st#y, public transpofﬁation charges, registration
.faes, tolls, etc.
. AE 1. If any individual does not incur the
B‘S‘ CON INMU@ é.xpenses as approved, he should indicate
by stating "o Reimbursement Required"
on the receiving report, and retufn it
to the Business ‘0ffice for clearing.
c. All cxpenses incurred while on official busi-
ness are tax exempt, and therefore, no reimburse-
ment can be made for such taxes paid in error.
d. No expenses can be charged to the Trenton
Public Schools.,
e, If expenses exceeded the 907% advanced, the
balance will be paid upon approval of the claim.
f. If expenses did not equal the amount advanced,
the balance of funds not used will accompany the
final statement of expenses and will be credited
to the account indebted for the trip.

L 4

S. Travel Included

Application for travel outside the school district
can include, but is not limited to, visits to other school
districts and/or projecfs, attendance at workshops, seminars
and conventions, and any other business related to the pro-
ject to which an individual is assigned.

.

6. . Directors and Personnel Acting as Resources to Pro-
grams Qutside the Trenton Public School System

a. Project Directors and/or personnel may apply

for time away from work to the appropriate

47
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Assistant Superin.c¢ndent to act as a Resource to

\E " other school districts and/or agencies in his

BEST BQ?‘( [NHLRD field of specilization.

b. If approved, the applicant shall forego the
per diem salary for the days leave as granted,
€. Leave for such consulting purposes shail not
exceed five days,
d. 1If the applicant has accumulated unused vaca-
tion time, leave may be granted without loss of
salary, and the ¢ime away from work shall be charged
to the accumulated vacation time.
e. Any financial arrangement between any person on
consultant leave and other school districts and/or
agencies to which they are acting as a consultant
are strictly the business of tho parties involved
and bear no relationship to the individual's con-
tact with the Trenton Public School System.

7. Compensation For Non-School Time

Approved travel for the expressed purposes of im-
Proving the quality of education in Trenton (with the ex-
ception of Resource leave) shall include full pay for the days
granted away from work. When such travel extends into non-
working days, such as weekends, the school district shall
Pay the person a salary equal to the per diem rate of
salary for his job classification for the days not included
in the person's regular work schedule, but for which they

have been given approval to attend an activity.
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VI Flaance

The Business Office shall be responsible for

instructing, demonstrating, and disseminating to

Project Directors and project support personnel

the financial forms used by the projects. That

office shall be responsible to see that these forms

maintain compliance with the requirements of the

funding source guidelines,

1,

VI - 1

Budgets
a. Preliminary budgets shall be estab-

lished by the Project Director for each
éxpense account number after approval of
the Business Office.

b. Final Project operating budgets will
be determined after approval of the Office
of the Superintendent, the Assistant
Superintendents, and the Director of
Research, Planning, and Evaluation, and
the funding source.

C. No items are to be purchased without
securing a purchase order number from the
Business Manager., Failure to follow the
procedare shall place the responsibility
for payment upon the individual who or-
dered the item(s). All existing school
district requirements for purchases must

be followed,

43
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2.

3.

Undistributed Budget - Planning Reserve

a., All funds remaining in the salary
accounts after employee salaries have been
determined shall revert to the Office of
the Assistant Suparintendent in charge to
be placed in his reserve account. (This
regulation is effective only if appli-
cable),

b. Funds remaining in all cther account
uumbers after the guidelines termination
dates, shall revert to the Business Office.

Transfer of Funds

No transfers shall be made without the
approval of the Business Office. This
procedure is necessary to guarantee the
financial compliance with the approved
budget. Budget transfers are to be re~
quested in writing by the Project Director
to the Assistant Superintendené in order
to determine if the project's focus is
affected, Transfers will be processed by
the Business Office and all documentation
surrounding the transfer will be retained
by him witk copies submitted to the appro-

priate school district departmcat,

4. Expenditures - (see chart following page)

All requisitions shall be coded and pro-~
cessed by the Business Manager,
a. Items under $100 may be ordered with-

out competitive bidding, while items

S0
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PURCHASE FPRUCEDURES

Project Director

Office of the : Vendor
Secretary/Buasiness Administration -
1) determines needs Orders as requested if Material sent to lo-
[supplies & equig.ent) Forward to a)sufficient funds in| Mailed to cation for receipt sig-
2) locates sources S - budget S NACUTS. s 0ceoccavescas
3) completes requisitioy b) OK'd by appropriatd Fedcsedededok Fedokededodekodoiciokdk
assistnt superinten- Peper work returned
dent to Business Office
T — c) less than $1,000 e - = =
! < n
under over i
| $100 oxders_from veodor -1$1,000 — | —- -~ -
sends i
to Tp)
_ ¥

Board of Education

Approval or Adjustment

BEST COPY AVAILABLE

(Requisition forms---~ BS 5, Books & Subscriptions; BS 9, Equipme nt & Supplies.)
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7.

Vil - 3

above $100 but less than $1000 must
be bid. Items over $1000 must have
Board of Education approval.

Examination Copies and Material '

All items requested by a Project
Mirector for enamination must be pro- |
cessed by the regular requisition pro-
cedure, Costs for the items and/or re-
turn postage will be the responsibility of
the individual ordering such items.

Reporting on Particip: ts

Project. guidelines for student partic-
ipation are an integral part of the finan-
cial structure. Project Directors are re-
quested to collect this data on a continu-
ous basis., Attendance indicators for stu-
dents will also be requested, These will
be sent to the Director of Research, Plann-
ing, and Evaluation,

Equipment

Equipment requested for a project shall
be purchased according tu the funding : urce
guidelines and the purchasing procedures of
the school district. Items shall be de-
livered to the storeroom where the serial
numbers will be recorded and'ownership
clearly marked.

The storeroom will not mark items prior

to written approval and acceptance of the

Y
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VI-4

of the items frou the Project Director.
Each Project Director shall provide funds
in the budget to maintain project equip-
ment (Movie projector, slide projector,
etc.).

Inventory

Each Project Director shall maintain
a complete inventory at all times,

Items that are considered consum:ble
shall be inventoried at the time of de-
livery and at the close of the project,
since future project budgets can be affect-
ed by the amount of items in inventory.

Supplies Accountability

Each Project Director is responsible
to maintain the final copy of the distri-
bution form for all project materials and
equipment. This copy must show the signe-
ture of the person for whom the items were
designated. (Procedures for this portion
are being developed and will be included

in this section upon completion).
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Functions

VII Evaluation

The functions of Project Management Evaluation

are: 1) to provide selected information for decision=-

making relative te the operation of the Project

Management System; 2) to provide feedback information

for project modification; and 3) to provide a basis

for departmental reports.

1. Evaluation is a process which;

a.

e,

g.

VII -1

is continuous and an inherent part of

all Project Management System activities,

identifies essential pieces of information

required for current decision-making,
reporting, and future planning.

employs original sources of required
information before using secondary sources
(goes back to original data).

collects information necesgsary to deal
with the requirements of good communi-
cation,

has a systematic formal reporting pro-
cedure,

analyzes inférmation according to check=-
lists of questions presented in the eval~
uvation scheme which must be answered,
reports selected information to desig-
nated persons in the prescribed form with
the essential content, at the necessary
time, and as prescribed in the evalue

ation scheme and schedule,

o4
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b,

VII - 2

Targets for evaluaticen

Project Evaluation

1. Are performance objectives
efficiently and effectively
being accomplished?

2, What is relationship of Time
and Cost to attainment of pinject
goals?

3. Definitiong -

a. Effective: in terms cf
measured changed perfor-
mance level per child

b, Efficient: In terms' of
space, time, and eﬁergy
allocated per unit of per-
formance gain.

Urit of Performance Gain to

be determiaed for each project

plan

Project Management System Evaluation

1.

Are the organization, procedures,

activities, and information

system of the current Project Manage-

ment System effective and efficient?

Definitions -

a. Effective: In our PMS, are we
doing the right things?

b, Efficient- 1In our PMS, is what

we are doing, done well?

39

i e ma e —

_————

——— ————tem W et v ae - me m ret

e e e v - —.— - e .

. st ————

L e ey e



€. Project Management System Personnel

The Project Directors shall recommend to

their superior administrators any changes in

project work assignment, after assesing

these questions- Are the right people in

the right job; are they fulfilling their

duties and responsgibilities:; and does a

positive human climate exist in the Project

Manazement System?

d. Evalustion Scheme

The required elements of data employed in

the eveluation scheme will result from an

analysis of completed and ongoing project

reports as they relate to the following

check lists of‘questions:

1. For Project Evaluation -

(Evaluation programs should be planned

which wiil provide the feedback in-

formation to answer such questions as;

a.

o6

VII - 3

What should be taught to whom?

For what ages is this concept
appropriate?

What materials shonrld be used in
instruction of which childrea?
What are the essential charater-
istics of materials to be used by
children and teachers in this project?
What learning strategies are most
effective for which children? What
techniques and groupings are most

effective and least effective for
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2.

these kinds of children?

d. What standards should be used in deter-
mining successful accomplishment? Does.
the atandard used indicate the QEEEQE of.
attuinment of each learner?

e. Wuich objectives of learning are cepable
of evaluation and attainment? Is the
stated goal a possibility for this kind of
child?

f. Vhat are the learninz products we can
expect these ecihildren to gain? What are
the cognitive domain products? What are
the affective domain products?

The decision, as to what should be included in the
scnool prosram and what should be excluded, should
be closely related to the analysis qf student needs
end evaluation of completed projects.

A clear statement of the objectives of the school
and of criceria for establishing priorities should
give direction to all evaluation and curriculum
planninzi., This applies to all changes in emphasis
or in direction in all fields of study. Decisions
about waen to teach what should Le based on the
relative importance of alternative ways of using
the learncr's time at any given level as well as
the learner's ability to understand at any given
point in his school experience,

For Pro.,ject Management System Evaluation:

a) Are planned schedules maintained?
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b) Are expenditures as budgeted?

¢) Are output specifications being met?

d) Are ..:sources adequate and used properly?

e) s information flow and content as needed?

f) Are the right people “n the right job
with adequate training?

' g) Does a healthy human enviornment exist
BEST cCM r“‘mmBLE with positive interaction and high morale?

h) Are contractural agreements met with
satisfaction?

1) Are desired changes resulting from the
operation of Project Management System?

j) Are Project Management System-activities
meeting local school system needs and
objectives?

k) Are Project Management System activities
consistent with Board policies?

1) Do Project Msnagement System activities
conform with legal requirements?

6. Kinds of Data Collected for Evaluation

a) Time

b) Cost

@) Performance

d) Resource Utilization

e) Communication

Staffing

Humen Relations

Impact

Signigicance

Board of Education governing policies.
Local and State rules and regulations.

At iy R M

7+ Unit of Performance Gain

Some unit measure of performance gain shall
be an essential part of each project proposal, It shall
reflect the average per pupil change in specific per-

formance objectives.

e. Evaluation Schedule

Evaluation activities will conform to the following

schedule based upon the factors required in the evaluation scheme.

LEVELS OF MANAGEMENT FREQUENCY
Project Directors Monthly

Report shered witi. the

Office of the Assis.ant

Superintendent for

Curriculum and Instructionm, Monthly
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lLuae Assistant to the Superintendent
for Adminj«tration, and with
the Division of Research, Planning,
and Evaluation
The Superintendent Monthly
The Board of Education Quarterly ’
Analysis, synthesis, and eggregation of information
occurs at each level, insuring the representation of the total
picture of the Project Management System and its projects,
A feedback flow in these reports will be established
as the higher levels of management and responsibility direct
their respecitve reactions to the regular reports. This feedbac::

is expected to be presented in written fashion, where necessery

detailing pertinent factors.
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VIII Training

Trainin:

\ hu?‘ N“N“jﬁxi The function of training programs is to assist and to

BE? provide Project Management Systum personnel with the
appropriate training which will develop, maintain, and
expand the project management competencies of each membere.
Such method for providing continuing growth in the system
is essential to the attaimment of Project Management System

objectives.

l. Traininc Program Components

a. Orientation Conference -- to p?ovide basic
information and orientation to the Project Man-
agement System with emphasis ufon the need for
Justification and explanation of the system, its
operation, its outcomes, and its organization.

All newly assigned personnel will participate in the
conference every three years of service and within
six montns of entry on administrative position

with the school system,

b, Basic Management Skills Workshop =- to provide
basic management knowledge skills and sttitudes
required to funection in the Project Management
System and to comply actively with assigned duties
and responsibilities. AllL newly assigned personnel
will participate in the Basic Management Skills

Workshop within six months of assignment.

¢. On-The-Job-Training with Supervision -~
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{ BNMLABLE

to provide continuous educational assistance

to facililate professional growth and re-

finement of project manegcment competencies.
All merbers will provide tiwough, their inter-
action, cooperative and mutusl professional

growth assistance.

d. Formal Educational -- to stimulate and
support activs participation in formal courses,
seminars, institutes and other efforts designed
to improve the knowledge base and quality of
prcject management competencies. This component
will be available to all personnel after comple-
tion of the Basic Management Skills Workshop and
active assignment on the management level of

Project Director for more than period of six months.

e. Refresher Seminar -- to provide up-dating and
up~grading training of project management com-
petencies. All support personnel und r the project
management system will participate in an annual

refresher siminar,

f. Expansion Seminar -- to provide for the
broadening of management competencies bty focusing
on relevant management tools and techniques which
are emerging and pertineni to the management system,

Participation will be on a need-to-know basis.
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<. Training Resources

8. The Direc‘or of Research, Planning, and
BEST coPY Hﬁh“J“de Evaluation will be responsible for the training

efforts under the Project Management System in

the Trenton Public Schools.

b. Project Management System personnel and
consultants will be employed to conduct training

efforts.

c. The Trenton Public Schools system will support
all training efforts and requirements as described
in school policies.

3. Training Evaluation

‘ a. All training efforts will be evaluated to a

certain level of training objective attainment,

b. The Director of Research, Planning, and
Evaluation will be responsible for training

evaluation,

¢, Training Evaluation reports will be distributed
to participants, a summary forwarded to the
Office of the Superintendent and his Ascistants,

and a copy placed in participants file.
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IX Procedures for Hando20: Revision

O
(%]
1)

P! AUNLABLE

Procedure
h

The Handboolk is to be g viable and functional guide
to Project Manarement System operation and must be flexible

and relevant to current System operation requirements.

The Handbook will be reviewed annually, Improvements,
suggestions, and recommendations from all administrative levels
within the school system and particulerly within the Project
Management System will be accepted at any time by the Director
of Research, Planning, and Evaluation,

An ad hoc committee of the Assistant Superintendent for
Curriculum and Instruction, the Assistant to the Superintendent
for Administration, and the Director of Research, Planning,
and Evaluation, as well as all operating Project Directors
will review the handvbook,

The above ad hoc committee will DPrepare its recommen-
dations for the Superintendent. The Superintendent will
review recommendations and forward approved recommendations
for final Board of Education approval,

All handoook guidelines are approved by the Board of
Education and thereafter become Project Management System

operational procedures.
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PART III

History of the Project
Management System

Development
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PURPOSE:;

The purpose of the Project Management System (PMS) is to identify and
organize those procedures and techniques useful to the initiation, planning,
operation, and termination of special projects being conducted by Trenton
Public Schools. Ultimately, the use of such procedures and techniques will
improve the performance of special projects and the staff associated with them.

In addition, the Project Management System was designed to supplement
and support Trenton's comprehensive planning system -- STEP (System for Tren-

ton's Educational Planning).

BACKGROUND ;

In the Spring of 1970, representatives of New Jersey Urban School Develop=
ment Council, the Trenton Board of Education, and local administrators met to
listen to the staff of the Project Management Center, Ohio State University,
and discuss programs needed to improve the management of special projects in
the school system. This meeting was held in conjunction with Research for
Better Schools of Philadelphia.

Out of this meeting came an agreement of Trenton schools and New Jersey
Urban School Development Council (NJUSDC) to explore further the design of a
program to develop such skills at the local district level. With financial
assistance from NJUSDC Trenton schools and Research for Better Schools imme-
diately began to identify strategies which might be appropriate. It was the
creation.of a ncw office in the School district =-- the Division of Research,
Planning, and Evaluation ~- which provided the necessary central focus for the
development of a comprehensive Project Management System (PMS). In addition
to the devclopment of a planning system, the new division aquired the task of
developing effective means of unifying information, finance, personnel, train-

ing, and evaluation activities among the Trenton projects.

During the months of January-February 1971, the Director of Research,
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Planning, and Evaluation met with the staff of Research for Better Schools
to design strategies to design and implement a system specifically designed

to the system's needs. That plan has resulted in the following activities.

INITIAL EFFORTS:

In order to identify project activities and weaknesses in terms of co-
ordination and operation, the Division of Research, Planning, and Evaluation
conducted a project survey in June and July of 1971. The results were
analyzed by both local staff and Rasearch for Better Schools. A report of
this survey was completed and presented to the superintendent in September
of that year.

The survey indicated that project directors or coordinators generally
understood their projects and had sufficient professional background in terms
of the educational activities. Almost all indicated a need to improve and
reinforce their management skills. Many projects also expressed some diffi-
culties in terms of staff relationships, particularly in terms of position in
district administrative organizational structure. The project directors also
expressed some difficulty in terms of school building relationships.

For the most part, planning was described in a fashion that seemed to be
responsive to demands by funling agencies, advisory groups, or other forces.
Planning was also isolated ~-- one project seldomed planned activities with
others. In addition, evaluation (a key aspect in planning) was designed
sporadically and not designed to evaluate programs.

The project directors indicated a general ability to administrate their
charges. However, many indicated a general lack of knowledge about key man-
agement techniques such as PERT, Gannt, etc. Projects seemed to have little
difficulty in hiring, purchasing, and other standardized activities. One key

weakness related to this factor was data collection and analysis. Much fine

work in the district is lost because it is not communicated, or even collected.
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Reports filed to many outside agencies are not forwarded to key offices in
the school district. Similarly, projects did not communicate with cach other
as well.

As a result of this survey and report, the superintendent adopted the
recommendation to appoint the Division of Research, Planning, and Evaluation
as a '"monitoring agent" for all Trenton projects. As monitoring agent, the
division was given the task of establishing a program to tackle these pro-

blems.

STAFF TRAINING:

With the superintendents mandate, the Division planned and implemented
a series of training sessions to provide project directors with key skills.
Both the Educational Program Management Center (Ohio State University) and

Research for Better Schools assisted in this effort.

A, Executive Orientation

l. Purpose. The executive orientation session is designed to in-
troduce Board of Education members, senior school administrators;
and others to the concept of project, project management and the
projiect management system, the advantages and limitations of a
project management system, organizing a project management sys-
tem in the local school district, and the requirement of such
a system.

2, Invited Participants. (a) Board of Education (all members); (b)
School Administrators (Superintendent, Assistant Superintendent,
Secretary/Business Administrator and assistants, (all Directors
of special areas); and (¢) Others (Model Cities, United Progress
Incorporated, and other related community agencies).

3. Speaker. Dr. Desmond L. Cook (Ph D, State University of Iowa)
is Professor of Education and Director of the Educational Pro-
gram Management Center, College of Education. He is the author
of EDUCATIONAL PROJECT MANAGEMENT and PERT: APPLICATIONS IN
EDUCATION.

4. Location, Iime, and other Specifics.

a. November 8, Vocational Conference Room, Trenton Central High
School, 9 a.m., to &4 p.m.
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B. Basic Principles and Techniques of Project Management

1. Purpose. This 4-day session is designed for the pProject director
in the Trenton school district to cover the major phases of pro-
ject management: Project planning, operational control, and
termination.

2. Participants. Personnel of the Trenton Board of Education who
have been designated ag having responsibility for a special
Project (see attached listing of projects and their directors).

3. Seminar Leaders. Dr. C.Peter Cumnings and Dr, Steven Gyuro of
Research for Better Schools, Fhiladelphia. Both men have had
extensive experience in assisting special projects and school
Systems in the arra of PROJECT MANAGEMENT,

4. Location, Time, and other Specifics,

4. November 15 and 16, Vocational Cenference Room, Trenton
Central High School, 9 a.m. to 4 p.m.

b. December 7 and 8, Vocational Conference Room, Trenton
Central High School, 9 a.m. to 4 p.om,

C. PERT Session

1. Purpose. Introduce participants to the elements of Program
Evaluation and Review Techniques (PERT) and their implication
te effective educational Program activities.

2. Participants, Personnel of the Trenton Board of Education who
have been designated as having responsibility for a special
project (see attached listing of projects and thelr Directors).

3. Session Leader. Mr., Sherwood Wilson, Executive Director of
Educational Improvement Center, Pitman, New Jersey and leader
in management techniques,

4. Location, Time, and other Specifics,

January , 1971, Trenton Central High School, Cormunity Room,
9 a.m. to 1 p.m,




PROJECT DIRECTORY:

One of the most important steps taken was the icdentification of special
projects in the school system. Thig action established a base line of data
about 211 projects in terms of objectives and funding. This information was

compiled and edited into a Project Directory. The Directory served as both

a reference document as well as a dessemination publication.

The Directory brought together for the first time all special projects
in the district, providing the reader with the project title, director, state-
ment of purpese, {unding amount and source, and location. Included were
projects funded by the federal, state, and iocal education agencies as well
as Model Cities and United Frogress Incciporated funded efforts.

Over three hundred copies were distributed to staff and community in
both draft and final form. The document was reviewed and highly praised in

the May issue of the Urban Newsletter of the New Jersey School Board Associa-

tion.

PROJECT HANDBOOK:

One result of the training session was the determination by the project
directors that standardized procedures for projects should be established.
It was obvious that neither manpower nor time was available. Project directors
could only provide minimal time out of the general opgration of the project.
Similar, the Director of Research, Planning, and Evaluaiion had only about
10% of his time available due to the commitment of hic time by the district
to the development of STEP.

Con :unicating this situation to the superintendent, the Division in-
dicated that the development of any guidelines would be developed on a time
available basis. With available manpower, it was pointed out, that the

guidelines could be written by June. When funds became available through
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the Emergency Employment Act, a research aide was employed and assigned to
the Division. One of his prime task Became the design, writing, and editing

of these guides, which eventually became knovm as the Project Management

Procedures Handbook,

Essential to the Handbook's development was the continued role of Resecarch

for Better Schools. Based on their experience with the Harrisburg, Pennsyl-
vania school system, st2°f from this regional laboratory provided the Trentén
planning office with both material and technical assistance, thus enabling

4 prompt and meaningful document to be produced., In addition, they were
instrumental in providing an instructional program of filmstrips and pro-

grammed text for project staff.

NEXT STEYS -- 1972-73:

With the Handbook in draft form, the project directors now have a basic
format of procedures. Presented to them in June, the handbook was reviewed
over the Summer (1972) and again discussed with the project directors in
September. At this meeting, comments were collected and discussed. 1In or-
der to test the procedures and identify others, the Handbook will be used on
a pilot basis; that is, the procedures will be followed in order to determine
their usefulness.

As part of the Procedures, projects have been asked to provide quarterly
reports to the superintendent and other key senior administrators. This effort
is the first time that such reporting procedures have been implemented. Iun
addition, all directors were asked to complete a one-page information form
describing their specific purposes and activities.

Iwvo efforts initiated last year will also continue:

Project Directory. To maintain and update knowledge about Trenton pro-

Jects, the Directory is in the process of being updated. A concerted effort
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BEST COPY AVAILABLE

is being made to produce the document in January of 1973. It once again will
identify projects by title, director, puxrpose, funding, and location.

Staff Training. During the past year, changes have occurred in admin-

istrative and supervisory posts. In order to develop project management
skills, intensive inservice programs were designed in conjunction with Chio
State University. Conducted late October, the program provided an opportunity
to the Education Project Management Center staff to once again develop new
skifls in project directors and key staff.  The outcome of these sessions

will be evaluated by Research for Better Schools, based on assessments made

throughout the four-day period.

SUMMARY:
As a result of this pilot year, a total assessment of the project manage-
ment system will take place. This assessment will provide the basis for spe-

cific recommendations to have the Project Management Procedures Handbook be=-

come part of official Board of Educatica policy.



